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The Need for Competency 
in Contract Management 
Contract management continues to 
be an increasingly important function 
within the U.S. federal government-
and specifically in the Department of 
Defense (DOD) which is the government's 
largest contracting agency. DOD obligated 
approximately $239 billion in contracts 
in fiscal year 2016.1 
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DOD's contract management workforce is responsible for man-
aging these millions of contract actions for the procurement of 
mission-critical supplies and services,2 yet given the high dollar 
value of these contracts and the importance of these supplies 
and services to the nation's defense, DOD contract management 
continues to be challenged by deficiencies in pre-award, award, 
and post-award contract management processes. 3 Addition-
ally, the Government Accountabil ity Office (GAO) continues to 
identify DOD contract management as a "high risk " due to DOD's 
challenge in improving the capability of its contract management 
workforce, specifically ensuring the "workforce has the requisite 
kills and tools to perform their tasks."4 
In r ponse to these deficiencies in contract management 
esses and challenges in improving contract management 
orkforce capability, DOD continues to emphasize contract 
anagement training and workforce competency development. 
fS.. ompetent contract management workforce is one of the three 
f ets of ensuring auditability in organizations. The other facets 
nll~"6L 
f auditability are "capable processes and effective internal 
controls."5 Individual competence will lead to greater success in 
performing contract management tasks and activities just as or-
ganizational process maturity will ensure consistent and improved 
results for the organization.6 
In an effort to ensure a competent contract management work-
force, DOD establ ished its "DOD Contracting Competency Model" 
in 2007.7 The DOD Model has been used to assess the DOD 
contract management workforce competencies, determine com-
petency gaps, and identify opportunities for training and develop-
ment to close those competency gaps.8 Based on the workforce 
contracting competency assessment, the DOD Model will be 
refi ned to incorporate any lessons-learned from the assessment 
process and to add additional competency areas as required.9 
In addition to the DOD Model, the defense contract management 
workforce has access to another contract management compe-
tency model : NCMA's Contract Management Body of Knowledge 
(CM BOK). Since 2002, NCMA has maintained the CM BOK to provide 
a "common understanding ofthe terminology, practices, policies, 
and processes used in contract management" by both buyers (e.g., 
government agencies) and sellers (e.g., government contractors).10 
The purpose of this article is to conduct a comparative analysis 
of the contract management competencies reflected in the DOD 
Model with that of the CM BOK, seeking to identify the differences 
between the two competency models and discussing the implica-
tions of these findings on the competence of the DOD contract 
management workforce.11 Before discussing either competency 
model, however, we first provide a brief review of the contract 
management process, followed thereafter by discussions of both 
models and comparisons between the models, describing any 
differences in their frameworks. Based on our find ings, we will 
conclude with implications on the education and training of the 
DOD contract management workforce and recommendations for 
improving DOD's contract management workforce competence. 
The government contract management process has often been exam-
ined through the lens of "principal-agent theory" and the "principal-
agent relationship."12 That is, the "principal " (government) contracts 
with the "agent" (contractor) to provide a product or service. 
In this principal-agent relationship, the government and contrac-
tor often have conflicting objectives. The government's objectives 
include obtaining the product or service at the right quality, quan-
tity, source, time, and price.13 The federal government also has 
the additional objective of ensuring that the product or service is 
procured in accordance with public policy and statutory require-
ments.14 Contractors often pursue objectives related to earning 
profit, ensuring company growth, increasing market share, and 
improving cash flow. 
Often in principal-agent relationships that involve higher levels 
of uncertainty, such as in complex contracts, the information 
available to the government and contractor is typically asymmetri-
cal. The government may have more information concern ing its 
agency's mission, the procurement requirement, and the available 
budget, while the contractor may have more information concern -
ing its technical capability, cost drivers, and return on investment 
requirements. Because of these confl icting objectives and asym-
metrical information between the principal and agent, each party 
is motivated to act in a specific manner. 
Agency theory focuses on structuring the appropriate mecha-
nisms for selecting the contractor (e.g., "to counter the problem of 
adverse selection") and for monitoring the contractor's perfor-
mance (e.g., "to counter the effects of moral hazard"). Thus, the 
contract management process (i.e., "how contracts are planned, 
structured, awarded, administered, and closed out") has its basis 
in agency theory. 
Additionally, the contract management process is viewed through 
its major life cycle phases of "pre-award,'' "award,'' and "post-award,'' 
which form the basis for contract management competencies. 
ontr cbng 
As previously stated, DOD established its Contracting Competency 
Model to assess the DOD contract management workforce compe-
tencies, determine competency gaps, and identify opportunities for 
training and development to close those competency gaps. The 
DOD Model consists of 11 units of competence (10 technical units 
and 1 professional unit), as reflected in FIGURE 1 on page 70. The 
units of competencies are broken down into 28 technical compe-
tencies and 10 professional competencies, wh ich are further broken 
down into 52 technical elements and 10 professional elements. 
This discussion will focus on the top-level 11 units of competence. 
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The DOD Contracting Competency Model 
UNITS OF COMPETENCE COMPETENCIES 
Determination of How Best to Satisfy Requirements 
Consider Socioeconomic Requirements 
Promote Competition 
Source Selection Planning 
Solicitation of Offers 
Pre-Award and Award Responsibility Determination 
Bid Evaluation (Sealed Bidding) 




Justification of Other than Full and Open Competition 
Develop and/or Negotiate Positions Terms and Conditions 
Preparation and Negotiation 
Advanced Cost and/or Price Analysis Advanced Cost and/or Price Analysis 
Initiation of Work 
Contract Performance Management 
Contract Administration Issue Changes and Modifications 
Approve Payment Requests 
Close Out Contracts 
Small Business-Socioeconomic Programs Addressing Small Business Concerns 
Negotiate Forward Pricing Rate Agreements Negotiate Forward Pricing Rate Agreements and Administer 
and Administer Cost Accounting Standards Cost Accounting Standards 
Contract Termination Contract Termination 
Procurement Policy Procurement Analysis 
E-Business and Automated Tools 
Other Competencies Activity Program Coordinator for Purchase Card 
Construction/ Architect and Engineering 
Contracting in a Contingent and/or 
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The first unit of the DOD Model is "Pre-Award and Award," which 
contains 11 technical competencies focusing on the first two phases 
of the contracting life cycle. The first five technical competencies 
cover the pre-award phase ofthe contracting life cycle and include: 
Requirements identification, 
• The use of socioeconomic programs, 
Competition, 
Source selection planning, and 
Solicitation of offers. 
The remaining six technical competencies focus on the award 
phase of the contracting iife cycie and include: 
Responsibility determination, 
Bid evaluations for sealed bidding, 
Proposal evaluations for contracting by negotiation, 
Source selection, 
Contract award, and 
Processing protests. 
D~~T/.~'P~ 
The second DOD competency unit contains three technical 
competencies focusing on the contracting officer's position for-
mulation and justification for those positions. The three technical 
competencies consist of: 
• Justification of other than full and open competition, 
• Terms and conditions, and 
Preparation and negotiation . 
~ M ~ 'Pii.cei ~ 
The third unit of the DOD Model contains one technical compe-
tency related to advanced cost and/or price analysis. 
~~ 
The fourth unit of the DOD Model contains five technical compe-
tencies focusing on the post-award phase of the contracting life 
cycle. These technical competencies consist of: 
Initiation of work, 
Contract performance management, 
Issue changes and modifications, 
Approve payment requests, and 
Close out contracts. 
~8ma!t~~ 
The fifth unit of the DOD Model contains one technical compe-
tency addressing small business concerns. 
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The sixth unit of the DOD Model contains one technical compe-
tency related to negotiating forward pricing rate agreements and 
administering Cost Accounting Standards. 
~']~ 
The seventh unit of the DOD Model conta ins one technical compe-
tency related to contract terminations. 
~'P~ 
The eighth unit of the DOD Model contains one technical compe-
tency related to procurement analysis. 
(Jtkv~ 
The ninth unit of the DOD Model contains three technical com-
petencies focusing on areas which do not fit in other areas of this 
model-e.g., e-business and automated tools, activity program 
coordinator for purchase cards, and construction/architect & 
engineering contracting. 
~itvQ;~~~~ 
The tenth unit of the DOD Model contains one technical 
competency related to activities related to contracting in those 
environments. 
~~ 
The eleventh and final unit of the DOD Model contains 10 profes-
sional competencies essential for all DOD contracting profession-











NCMA Contract Mana 
Body of Knowled e ( 
ement 
MBOK) 
The NCMA CM BOK was first published in 2002 and has evolved 
extensively to its current version, published in 2017. The CMBOK 
is based on the Contract Management Standard (CMS), which 
was developed through a "voluntary consensus process which 
included a survey of contract managers, expert drafting, peer 
review, and formal public comment validation ." 
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The purpose of the CMBOK is to "provide a common understand-
ing of the terminology, practices, polices, and processes used in 
contract management" by both buyers and sellers. The CM BOK ac-
complishes this purpose through a competency system that consists 
of seven primary competencies and 30 process competencies (as 
shown in FIGURE 2 on page 75). 
t~ 
Both the "Leadership" and "Management" competencies facilitate 
and fortify the integration of all other contract management compe-
tencies. Because organizational success depends on the degree to 
which employees are motivated to accomplish the organization's 
mission, vision, and goals, leadership is a critical competency for 
contract managers. Contract managers hold pivotal positions 
within their organizations, "interfacing with internal stakeholders 
(e.g., program managers, financial managers, engineers, and supply 
chain managers) as well as external stakeholders (e.g., contractors, 
subcontractors, and other government agencies) on all contractual 
matters." Thus, the CM BOK "Leadership" competency includes "com-
petence, character, collaboration, and vision," which are developed 
through the "Management" competency. 
'fYl~ 
The "Management" competency includes the skills needed for the 
planning, organizing, directing, and controlling the resources, funds, 
equipment, and time to accomplish the organization's goals. Ad-
ditionally, the "Management" competency, which includes "business 
management, financial management, project management, risk 
management, and supply chain management," fortifies the technical 
applications of contract management. 
teoJl/lJ 
The dynamic nature of the contract management function demands 
that both contract managers and their organizations seek continu-
ous improvement through continuous learning and the develop-
ment of individual competence as well as organizational capability. 
The "Learn" competency focuses on a deliberate decision to learn 
by "documenting learning goals and pursuing learning opportuni-
ties to achieve them." The "Learn" competency also includes an 
emphasis on developing individual competency through profes-
sional development such as education, training, and professional 
certification, as well as developing organizational capability through 
process assessment and improvement. 
~~ 
The heart of the CM BOK competency system-and the basis for the 
CMS-is grounded in the "Guiding Principles," "Pre-Award," "Award," 
and "Post-Award" competencies. The "Guiding Principles" compe-
tency includes: 
• "Skills and Roles," 
• "Contract Principles," 
• "Standards of Conduct," 
® 
) 
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Contract Management Body of Knowledge (CMSOK) 



























• "Regulatory Compliance," 
• "Situational Assessment," and 

















































o Pre-sales activities, 

























FIGURE 2. NCMA CMBOKCOMPETENCY MODEL 
o Developing market strategies, and 
o Developing offers. 
The "Guiding Principles" competency applies in all contract man-
agement circumstances and throughout all phases of the contract 
life cycle-wh ich consists of the "Pre-Award," "Award," and "Post-
Award" phases. 
In the CMBOK, the "Pre-Award" competency includes domains for 
both the buyer and seller. The "buyer" domain includes "Develop 
Sol icitation," which consists of the "Acquisition Planning" and 
"Requesting Offers" process competencies and related job tasks. 
~ 
The CMBOK competency system is structured around the contract 
life cycle of pre-award, award, and post-award phases. "Pre-
Award" is the first phase of the contract life cycle and includes: 
Buyer activities related to: 
o Defining the requirement, 
o Researching the market, 
o Planning the acquisition, 
o Developing the solicitation, and 
o Requesting offers; and 
Seller activities related to: 
The "seller" domain includes "Develop Offer," which consists of 
the "Business Development" and "Develop Win Strategy" process 
competencies and related job tasks. 
Awwr.& 
"Award" is the second phase of the contract life cycle and includes 
activities jointly performed by both the buyer and the seller. In 
the CMBOK, the "Award " competency includes the domain "Form 
Contract," with activities related to: 
Cost or price analysis, 
Negotiations, 
Source selection, and 
Managing legal conformity and related job tasks. 
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The C!liS-JFAB Matrix 
The following matrix cross-references the competencies of the Contract Management Standard {CMS) 
with the Federal Acquisition Regulation (FAR) 
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Statement of Guiding Principles for the FAR 
Improper Business Practices and Personal Conflicts of Interest 
Contractor Responsibility Standards 
Application of Labor Laws to Government Acquisitions 
Environment, Energy and Water Efficiency, Renewable Energy 
Technology, Occupational Safety, and Drug-Free Workplace 
Protection of Privacy and Freedom of Information 
Manage Patents, Data, Copyrights, Bonds, Insurance, and Taxes 
Special Contracting Methods 
Emergency Contracting 
Foreign Acquisition 
Major Systems Acquisition 
R&D Contracting 
Construction and A-E 
Service Contracting 
Federal Supply Schedule Contracting 
Acquisition of Information Technology 
Acquisition of Utility Services 
Extraordinary Contractual Actions and the Safety Act 
Acquisition Team 
Definitions of Words and Terms 
Shape Internal Customer Requirements 
Conduct Market Research 
Identify Potential Suppliers 
Evaluate Requirement Achievability 
Conduct Pre-Offer Conferences 
Select Proper Contract Type 
Select Proper Contract Method 
Determine Appropriate Business and Regulatory Requirements 





















6, 8, 19, 26 
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10, 15 
12, 13, 14, 15, 16 
12,13, 14,15 
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Prepare Solicitations 12, 13, 14, 15 
Determine Need to Publicize Solicitations 5 
Issue Solicitations 12, 13, 14, 15 
Conduct Pre-Sales Activities 3, 5 
Conduct Bid/No Bid Analysis 6,9 
Finalize Business Development Plan 7, 12, 13, 14, 15 
Execute Business Development Plan 12, 13, 14, 15 
Develop Acquisition Execution Plan 45,46 
Develop Risk Mitigation Plans 32,42,49 
Assess Teaming Options and Partners 9,19,44,51 
Participate in Pre-Offer Conference 5 
Evaluate Seller Terms & Their Impact on Risk 12, 13, 14, 15 
Determine Reasonable Pricing 30, 31 
Clarification Requests 12, 13, 14, 15 
Conduct Negotiations 12, 13, 14, 15 
Final Offer Revision 12, 13, 14, 15 
Finalize Negotiations 12, 13, 14, 15 
Review Compliance of Offer(s) 12,13, 14,15 
Evaluate Offer(s) is Accordance with Evaluation Criteria 12, 13,14,15 
Prepare Contract Document 12, 13, 14, 15 
Finalize Contract Award 1 2, 13. 14, 1 5 
Submit Protests and Appeals 33 
Maintain Contract Documentation/Files 4 
Manage Contract Payment Process 30, 31, 32 
Administer Owner-Furnished Property, Equipment, Information 45 
Establish/Maintain Communications 
Evaluate Contractor Performance 42,47,48 
Continued on next page 
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Plan for Contract Performance Delivery 46 
Plan for Contract Performance Monitoring 46 
Inspect and Accept Contract Performance 46 
Determine Supply Chain Requirements 9, 19,44 
Issue Subcontracts 9,44 
Manage Contract Changes 43 
Conduct Contract Interpretation 2, 33 
Verify Physical Contract Completion 42 
Prepare Contract Completion Documents 4 






"Post-Award" is the final phase of the contract life cycle and includes 
activities related to administering and closing the contract. The "Post-
Award" competency includes two domains: "Perform Contract" and 
"Close Contract." These domains include activities performed by both 
buyers and sellers. "Perform Contract" is focused on tracking and 
documenting contract performance and includes activities related to: 
Administering the contract, 
Ensuring quality, 
Managing subcontracts, and 
Managing changes and related job tasks. 
"Close Contract" consists of the contract closeout competency and 
is focused on verifying that: 
Contract requirements have been satisfied, 
Disputes have been resolved, 
Final payments have been processed, and 
All other contract closeout-related job tasks have been 
completed. 
As previously stated, the purpose of the CM BOK is to provide a 
"common understanding of the terminology, practices, policies, 
and processes used in contract management" by both buyers (e.g., 
government agencies) and sellers (e.g., government contractors). 
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4 
4, 31, 32 
4,12,13,14,15,42,52 
For this reason, the CM BOK competency framework is structured 
at a high level to apply to all types of government organizations 
(e.g., federal, state, municipal), as well as industry organizations 
from all sectors (government, defense, medical, information 
technology, etc.). However, this is not to say that the CM BOK com-
petency structure does not align well with government contract 
management policies or regulations. The CMBOK competencies 
were developed to align with the Federal Acquisition Regula-
tion (FAR) as reflected in the CMS-FAR Matrix shown in FIGURE 3 
on pages 76-78. Thus, the CMBOK competencies complement 
the FAR and can be used by government contract managers and 
government agencies for development of individual competence 
as well as organizational capabi lity. 
Now that we have discussed both the DOD Model and the 
CMBOK, we present a comparative analysis of both competency 
frameworks to identify differences between them. 
Comparative Analysis of the 
DOD Model and CMBOK 
From a top-level perspective, a major difference between the DOD 
Model and the CM BOK is how each model aligns with the contract 
life cycle. The DOD Model combines both pre-award and award 
contract life cycle phases into one competency and divides the 
post-award life cycle phase into two separate competency units 
of contract administration and contract terminations. The CM BOK 
uses more of a concise life cycle approach with separate compe-
tencies for each major contract management life cycle phase, thus 
providing much more granularity and emphasis on pre-award, 
award, and post-award job tasks and activities. Furthermore, while 
both DOD and CM BOK models break down the competencies into 
lower-level competencies, the CM BOK provides greater granularity 
by breaking down each of these life cycle phases into more detailed 
domains, such as acquisition planning and requesting offers (pre-
award), conduct negotiations and source selection (award), and 
administer contracts and contract closeout (post-award). 
Another major difference between the two models relates to 
how professional competencies are addressed. The DOD Model 
includes one professional competency, which includes problem 
solving, communication, interpersonal skills, decisiveness, and 
accountability, among others. The CMBOK addresses these 
professional areas through separate competencies consisting of 
"Leadership" and "Guiding Principles," thereby providing greater 
granularity and emphasis on these competencies and related 
activities. Additionally, the CMBOK also includes a "Learn" com-
petency that focuses on continuous learning at the individual level 
(competence) and also at the organizational level (capability). Our 
top-level review ofthe DOD Model does not identify competen-
cies related to organizational capability (e.g., process capability). 
The DOD Model is narrowly focused primarily on FAR and Defense 
FAR Supplement (DFARS) requirements, and also includes other 
competencies such as e-business and automated tools, as well 
as activity program coordination for purchase cards. Addition-
ally, the DOD Model includes a separate competency for con -
t racting in a contingent or combat environment. The CMBOK is 
more broadly structured and includes non-FAR areas such as the 
"Management" competency, consisting of contract management-
related disciplines related to business management, financial 
management, project management, risk management, and supply 
chain management. 
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Finally, we conclude that the most significant difference between 
the DOD Model and the CM BOK is that the CM BOK includes 
competencies related to both buyer and seller perspectives of 
contract management. Since contract management is about the 
pre-award, award, and post-award activities performed by both 
the buyer and seller, it is only appropriate that the CM BOK ad-
dress the competencies, domains, and job tasks performed by 
both the buyer and seller. 
The results of the comparative analysis showing the major differ-
ences between the DOD Model and the CMBOK may have impor-
tant implications on contract management workforce professional 
development. 
Implications on Contract 
Management orkforce 
Prof es iona eve lo en 
The DOD Inspector General continues to identify deficiencies in DOD 
contract management, with past audit reports identifying material 
internal control weaknesses in contract management processes and 
procedures. Additionally, GAO continues to list DOD contract man-
agement as a "high risk" area due to the department's challenges in 
increasing its contract management workforce capacity to negotiate, 
manage, and oversee contracts, and to ensure that the workforce has 
the requisite skills and tools to perform their contract management 
tasks. Furthermore, past research on DOD contract management 
organizational process capability has identified that post-award 
contract management processes (e.g., contract administration 
and contract closeout) are less capable and less mature than the 
pre-award and award processes. The differences between the 
DOD Model and the CMBOK may provide some insight on how to 
address these reported contract management deficiencies. 
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Specifically, the CM BOK competency framework may provide 
a better approach for developing the DOD contract manage-
ment workforce competency. Using a more concise and detailed 
contract life cycle and providing greater emphasis and granularity 
in each of the contract management phases and tasks (pre-award, 
award, and post-award) may help develop and fortify DOD's 
contract management practices, policies, and processes. Ad -
ditionally, if DOD emphasized a continuous learning competency 
at the individual competence level and also at the organizational 
capabi lity level, DOD may increase its contract management 
process capability and strengthen its internal controls in contract 
management processes and procedures. 
Furthermore, there may be value in broadening the DOD Model 
to include other contract management-related discipl ines, such as 
business management, financial management, project management, 
risk management, and supply chain management. Th is expansion 
of the DOD Model may enhance contract management workforce 
critical thinking, problem-solving, and analytical skills, bringing 
increased efficiency to its contract management processes. 
Finally, expanding the DOD Model to include the seller contract 
management competencies will help in strengthening systems 
thinking-i.e., "examin[ing] the relationship between essentia l 
parts of an organization or a problem, and determin[ing] how to 
manage those relationships to get better outcomes"-within the 
contract management workforce. Presently, the DOD Model may 
be resulting in linear thinking among the contract management 
workforce, with contract managers believing that contracting 
problems have direct causes that can be optimized as a whole by 
optimizing each of the parts. Contract managers using systems 
thinking will know that contract management "problems can have 
hidden, indirect causes" and it is the "re lationships among the 
parts that matter the most." Systems thinking may provide the 
DOD contract management workforce with a stronger founda-
tional understanding of not only the complete contract life cycle 
(pre-award, award, post-award), but also an understanding of the 
different perspectives in contractual relationships (buyers, sellers, 
subcontractors, suppliers, etc.). Using systems thinking, contract 
managers will be able to "see the gaps where complications or 
opportunities can arise" within the acquisition process and un-
derstand how their contract management strategy decisions may 
impact contractors and subcontractors. 
Including the seller competencies for the DOD contract manage-
ment workforce may also strengthen "communication, co llabora-
tion, problem-solving, and adaptability" skills. A greater under-
standing of contract management-related disciplines, as well as 
both sides of the contract management relationship (buyer and 
seller) will help develop "T-shaped" contract managers who have 
both "depth of knowledge in a particular expertise[,] as well as .. . 
the ability to work and communicate across disciplines." T-shaped 
contract managers will be capable of introducing innovation and 
process change into DOD's contract management processes. 
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The CMBOKwas developed to integrate and standardize common 
contract management job tasks. When both buyers and sellers un-
derstand and interpret contract management terminology, prac-
tices, po licies, and processes consistently, contract management 
workforce competence and organizational capability increases, 
and successful contract management is more likely to be achieved. 
Perhaps DOD should leverage the CMBOK competency model 
as it continues to emphasize contract management training and 
continues to develop workforce competencies . CM 
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